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ILM Level 7 Certificate in

Masterclass: 2.2 Deepening your practice

Enabling insight and learning

“We can now be fairly certain that executive coaching does make a significant
difference. It is most likely to be an effective intervention after 6 sessions. Coachee's
are, better on average, than about 72% of those that have not received coaching.”

Erik de Haan (2020) What works in Executive Coaching, Routledge
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Entry and Intake— i e

Preparation and Purpose and Discovery ~What How will we
notice context of are their goals? operate?
coaching

Check in

Permission




Our contract toda
O Y

O

| am here I will | need you

To deepen your practice when Make the session interactive You to experiment

coaching and mentoring Consider the 15t formal coaching Involve sponsors and stakeholders
Expand your skills, techniques and session that follows and intake where possible

tool session Keep plugging away at your

Make you feel proud Ask you to play and experiment assignment 1

Is there anything else we need to agree in order for this to be a safe learning space?
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«==EQA  The typical integrated senior coaching process

Verification of Reviews point
and re-

contract

Exit and

Entry and Coaching

goals to be

addressed Closure

contracting sessions

Pperforming better

* Chemistry or intake meeting 1. personal effectiveness/wellbeing -
* Match/optin choice . Where are they now * Endings matter
* Initial enquiry and . Raising awareness * Look back .
insights 2. Performance and role requirements * Not just about the sessions —it’s a process " Refresh plans going forward
* The coaching contract . Forthcoming objectives «  Pre work can be useful . Celebrate/cgnflrm complete
* Two way *  New requirements/capacities * Homework- tasking " Re-contract if appropriate
* Three way «  Audit against objectives/targets * Sessions use a variety of experiences, * Evaluate .
* Create the agreement for 3. Career and personal aspirations techniques and activities ® Usesponsorinput
coaching 1.  Clarifying direction * | will encourage you to experiment * Multiple level evaluation
* Draft contract 2. Work life integrations * Be prepared to review and recontract 1. Experience
3.  Transitions * Second half is important 2. Learnings
e Mid review feedback 3. Actions/behaviours
*  Seek supervision if appropriate 4. Benefits/impact
* Data will emerge along the journey
* Trust the process
N vdea Even bad sessions give data
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Check in

Contract the session — you drive the process

Verify the goals

Position

CO a C h I n g & Sponsor input (invite in, share goals and ask for input and support)
session 1 .

Start the coaching

Tasking

Check out




Typical Informal Coaching framework @ARBM n I

Beginning SETTING THE FOUNDATION Middle - ENABLING INSIGHT & LEARNING Ending - OUTCOME &
EVALUATION

Check in
Acknowledge (past/present) BIG GOALS — What do you want? /Why is this OUTCOME & ACTION
and share (future)- positive important?/How might you get it?/How would you * What is the one thing you can do
Create coach presence and position know you got it? that would make a difference?
* What are you committing to?
Verification
» Stated in a positive way?/Under their EVALUATION
control/Inspiring/Scaling * How did we do?
*  Who else would benefit?  What was positive?
 What have you learnt?
USE OF MODELS & TECHNIQUES «  What did you get — contract in
@ mind?
Facilitating learning and results Appreciation
e Coaching models and techniques e Share what you have appreciated
* Experiments * Acknowledge progress
* Experiences e Celebrate and thank
e Tasking

BUILDING THE RELATIONSHIP
— & PRESENCE — ilm
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Pause moments are critical:
The Reykjavik Summit, 11-12™ October 1986
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Low Pause/Reflection High Pause/Reflection

Degree of Pause/Reflection

“Pause always proceeds new thinking”
The Pause Principle — Kevin Cashman







Powerful questions

The answer is probably
not known — it causes
the brain to search

Used alongside silence
is more powerful than
talking!

Often dissonant - come
from another point

Is Future focused — to
reframe from orientation
of thinking about the
past

Short and
straightforward - It is
not a statement
wrapped up in a
guestion

Work with tension so
difference can emerge




~ Powerful
| t | questioning * What would you most like to get out of our
O < , coaching?

!- What else? What else? What else?

Known
C‘z/ri':ft:reus  What truly matters in the next 6 months?
Explicit * How can | most positively help you in our
Thought conversation today?'
Opinion * If we were to meet in 1 year what’s your best

> achievement been?
 What don’t you want to do going forward?
* What have you least thought about?

 What is the one best thing you could by the end
February?

Unknown
Unconscious
Invisible
Implicit



Some check in questions

Acknowledge (past/current)

How are you today?

What is the most significant thing that has happened since we last meet?

Name two or three best achievements for you as a leader?

Tell me a story from your work life that would give me a great picture of who you really are?
What'’s the worst leadership advice you have ever had?

If you could go back in time and change anything about your career what would it be?
What is your biggest fear?

What is bringing 80% of your happiness in your work?

Sharing (future)

Tell me story that would give me a picture of what is most important to you going forward?
What are your aspirations looking forward?

What is the growing edge for you in terms of your leadership?

What is one thing you like to move on next?

What do you most not want from a me?

What’s your dream?

Imagine you woke up tomorrow retired, what would be the big memories?

@AREMA

Pperforming better
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Check in

Contract the session — you drive the process

Verify the goals

Position

CO a C h I n g & Sponsor input (invite in, share goals and ask for input and support)
session 1 .

Start the coaching

Tasking

Check out




Typical Informal Coaching framework @ARBM n I

Beginning SETTING THE FOUNDATION Middle - ENABLING INSIGHT & LEARNING Ending — OUTCOME &
EVALUATION

Check in
Acknowledge and share - positive BIG GOALS — What do you want? /Why is this OUTCOME & ACTION
Create coach presence and position important?/How might you get it?/How would you * What is the one thing you can do
know you got it? that would make a difference?
MANAGING THE CONTRACT * What are you committing to?
Mini goal — | suggest today...... Verification
What is the best use of our time? » Stated in a positive way?/Under their EVALUATION
What do you want to have at the end of the control/Inspiring/Scaling  How did we do?
session? *  Who else would benefit?  What was positive?
What do you want to gain?  What have you learnt?
USE OF MODELS & TECHNIQUES « What did you get — contract in
Contract/re-contracting @ mind?
How will we work together today?
* Time/note taking/silence is ok Facilitating learning and results Appreciation
* Confidentiality within boundaries e Coaching models and techniques e Share what you have appreciated
e Break clause * Experiments * Acknowledge progress
* Permissions-reactions, observations, go * Experiences e Celebrate and thank
slow e Tasking

* |nvolvement of sponsor
Anything else — 2-way

BUILDING THE RELATIONSHIP
— & PRESENCE — ilm
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Check in
Contract the session — you drive the process

Verify the goals

Position
CO a C h n g Sponsor input (invite in, share goals and ask for input and support)
session 1

Start the coaching

Tasking

Check out



Verification

What do you want?

Why is it important?

How might you get it?

How would you know?

How would the organisation notice?
Is it in a positive way?

Scale it (1-10)

SMART

What is the time frame?

Who else would observe?

How would they notice?

To what extent is inspiring for you?

To what extent is it in under their control?




Logical levels

Structure based on LOGICAL LEVELS
Robert Dilts — Created model of human behaviouir,
learning and communication

VISION:

¢ What do you want? Who else would benefit...?

>
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m
<
>

IDENTITY:

¢ Who do you need to be to get it? Who do you want to be? Who are you when....?

VALUES:

¢ Why is that important to you? Which value are you honouring?
¢ What value would that have to you?

CAPACITIES:

¢ How can you get it? What skills do you need?
¢ What competencies will you develop?

ACTIONS/BEHAVIORS:

¢ How will you get there?
¢ What are the most important actions?
¢ What kind actions you can start with?

ENVIRONNEMENT:

¢ When are you going to do it?
¢ Where will that happen?

Pperforming better
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Coaching objectives:

Please list up to 3 key goals | At the beginning of this Describe what success would be. What
that the coaching will focus | coaching. Rate yourself | new learning, new behaviors, new
on on a scale of 1-10 on this | skills, new results are you seeking?
objective?
Please highlight the number

Sponsor input (if applicable)

What do want us to work on?

What would you expect to see as success here?

ILM Level 7 Senior Coaching




ILM 7 Senior and executive coaching
Tips for working with a sponsor

Once upon a time, executive coaching was viewed as a remedial intervention for executives and
managers wha needed to be “fixed” in some way. Managers were not expected to be particularly
involved in the coachee’ s exploration or journey. Coaching was even sometimes viewed as
“outsourcing” the management of a difficult employee. But today, executive coaching is often
viewedas a intervention in d ping i leadership — and their sponsoring
managers have realised that they need to participate in the process. Further research by Eric de
Haan (2021) has shown that changes in behaviour of coaching clients is not only more likely to be
seen by athers, but it also increases impact of coaching to have their invalvement.

If you are working with an executive who has line manager or someone with a direct and invested
interest in the client, there are several things you can do at the beginning of a coaching engagement
to help make it a successful three-way contract.

At outset and at during an intake or chemistry session with your prospective client, explore the
involvement of a sponsor and explain how they would be involved in three points:

At the beginning of the coaching and confirming the coaching a three-way contract. This would
fude joining a three-way conversation [20-30 minutes) to set the context for coaching, input on
broad objectives and consider how they define success from an organisational perspective. Asa
senior coach you will be explicitly encouraging the sponsor give your client opportunities to
experiment and gain developmental feedback associated with the coaching goals. Beware that
sometimes, at senior level coaching, something paradoxical injunctions can take place with line
manger sponsors. For example, a sponsor asking for your client to be more stral or proactive
while at the same time they are giving them enough opportunity or psychological safety to do this
without obeying them. So, our rale her is to be aware and contract the opportunity for our clients
and the sponsor to take learnings from the coaching conversations into experiment in their
workplace. My tip here is to make this explicit and not assume. There is debate in the executive
coaching community to do this directly with the sponsor without the coachee. My tip is while you
are developing your senior coaching capabilities, is to stick with three-way conversations. These

conversations provide you, as a coach with so much data about your client’s relationship with their
boss and sense of opportunity to ask the spansar to support opportunities for the coachee to try
things out, get feedback and grow in their day-to-day workplace. So, for example, the spansor might
think the coachee should “navigate arganizational palitics. But the sponsor is often part of the shift
and will need to give safe opportunity for the coachee to experiment, gain clear feedback, madify
and embed change.

Tips at this stage:

#  First ask the coach to share with their sponsor what they have identified as the coaching
goals and measures.

= Then ask the sponsor to add or comment on any these goals and share their own aspirations
of the return expected from the coaching investment.

= Your role here, is to be ready to verify these aspirations in terms of what behaviours they
would see the coachee demanstrating if being successful. Make sure these are pasitive.

= Ask the sponsor to name what they observe as a development or difference from now.

Author: Andy Maggs MSc Executive Coach, May 2022
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Check in

Contract the session — you drive the process

Verify the goals and how you will operate

Sponsor input (invite in, share goals and ask for input and
support)

Start the coaching

Tasking

Check out



Why the use of sponsors and stakeholders

Figure 1: Client as onion-model Communication skills
Listening skills
Body la

rsonal skills
ing team-members
| team-members
Behamour 0..' Appa £ team-members

[nvolving team-members

Relational skills » o tasks
o"ﬁf Setting goals or priorities

5 Handling conflict, uncertainty or
Knowledge difficult situations

"ll--.
Attitudes
General self-awareness
Self-refle
T \' Attitude amd cognitive change
! ﬂ!l.-[ﬂ.';., ‘HH Change in attitude
ethics, Pre solvi
convictions

11 Owerall change, not specified

Erik de Hann & Christian Nieb, Change through executive coaching, www.training journal, July 2011
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Check in
Contract the session — you drive the process

Verify the goals and how you will operate

Typical
CO a C h n g Sponsor input (invite in, share goals and ask for input and support)
session 1

Start the coaching — Where would most like to start?

Tasking

Check out






Check in
Contract the session — you drive the process

Verify the goals and how you will operate

Typical
CO a C h n g Sponsor input (invite in, share goals and ask for input and support)
S e S S I O ’] 1 Start the coaching — Where would most like to start?

Tasking

Check out



@AREMA e
Taski NE (action or reflection)

A task is something the coach asks the client to do as a result of the progress in their coaching programme.

@ A 1t F

A
v
FAAY

Tasks need to clear The most important A task can be a When you challenge The challenge is
and precise (what, thing about tasking is request or a a client with a task, realistic, not
when & how) and that the client learns challenge; challenge you demonstrate that impossible - but test
they are contracted — something, stretches the client you believe in them the client sufficiently
permission is sought regardless of whether beyond their self- even if they so they can learn and
(Main and mini they succeed or fail; imposed limits. themselves do not. change.
contract (It’s all datal) (They can say no — (Impactful coaches (Learning zone)
break clause) create hope)
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Feedforward

1. Select 2-3 stakeholder who would see our client behave within the context of a key goal

2. Ask them to gain feedforward from each of them and bring the resulting data to the
next session

3. For each stakeholder, your coachee should:
1. explain the context of the approach, the area of enquiry (such as ‘being more strategic’)
2.  invite them to share 3 specific forward facing suggestions that they consider would help meet that goal

4. The coachee roleis to ‘shut up’ and just listen. No interruptions or justification, just
clarity if needed

5. The coachee should simply thank them for their data and explain they will make
reflections, add with other inputs, and explore with your coach



@AREMA

Task experiment: Weekly 5 point reflection

“Between stimulus and response there is a space.
In that space issour power to choose our response.
In our response lies our growth and our freedom.”

Too often, when we receive a stimulus, we

respond/react immediately without pausing in that
potential space to think-about how we'd like to
react to.it.”

Vivktor Frankl

* Self care: What have | done to look after myself? What can | plan next week?

* Wins: What went most well and brought a smile to my face? How can | replicate more
wins?

* Issues: What disappointments or difficulties emerged? What did | learn? What is within
my influence to avoid next time?

* Pivots: What will | do differently going forward as a result of this reflection?

* Enlightenment: What did | learn most about myself this week?

Source: Dr Richard A MacKinnon, My pocket Psych: The Psychology of the Workplace Podcasts, 2022
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A response to a task (itis only data)

Failed to carry out

.

What happened?
What did you learn?

Y

Test Commitment
What stopped you?
How do you need to create
your motivation or
commitment to do the task?

N

What do you want to do
next?
What will you do?

Carried out
(Unsatisfactory results)

L

What did you learn?
How do you feel?

L

Redesign task or give
another one
What would make it a better
outcome?
What could be another task
here to approach?

Y

What new task are you
committing to?

@AREMA o

Carried out
(Good results)

{

What did you learn?
How do you feel?

L

Acknowledgement/
Integrative learning
What are you most satisfied about?
How can you use this?

L

What will you do next?

eeeee



Check in
Contract the session — you drive the process

Verify the goals and how you will operate

Typical
CO a C h n g Sponsor input (invite in, share goals and ask for input and support)
S e S S I O ’] 1 Start the coaching — Where would most like to start?

Tasking

Check out



Typical Informal Coaching framework @ARBM n I

Beginning SETTING THE FOUNDATION Middle - ENABLING INSIGHT & LEARNING Ending - OUTCOME &
EVALUATION

Check in
Acknowledge and share - positive BIG GOALS — What do you want? /Why is this OUTCOME & ACTION
Create coach presence and position important?/How might you get it?/How would you What is the one thing you can do
know you got it? that would make a difference?
MANAGING THE CONTRACT  What are you committing to?
Mini goal Verification
What is the best use of our time? » Stated in a positive way?/Under their EVALUATION
What do you want to have at the end of the control/Inspiring/Scaling * How did we do?
session? *  Who else would benefit? * What was positive?
What do you want to gain? * What have you learnt?
USE OF MODELS & TECHNIQUES «  What did you get — contract in
Contract/re-contracting @ mind?
How will we work together today?
* Time/note taking/silence is ok Facilitating learning and results Appreciation
* Confidentiality within boundaries e Coaching models and techniques e Share what you have appreciated
* Break clause * Experiments * Acknowledge progress
* Permissions-reactions, observations, go e Experiences * Celebrate and thank
slow e Tasking

* Anything else — 2-way

BUILDING THE RELATIONSHIP
— & PRESENCE — ilm
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